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Abstract 
 
Nowadays with regard to the prominent role of management in promoting efficiency and 
development in human resources, it is observed that supervisors' roles have changed from technical and 
operational to underlying concepts of management such as planning and organizing as well as strategic 
thinking. Unfortunately, the traditional perspective in Iranian manufacturing companies has made the 
significance of supervisors' roles unknown. In regard to the complexity and the use of   modern 
technologies in gas and oil industries, supervisors as operational managers are responsible for a 
significant part of human capital. Hiring competent supervisors in oil and gas companies can promote 
the quantity and quality of products as well as increase the possibility of successful achievement in 
strategic goals. To assess the importance of supervisors' roles in oil and gas industries, this study has 
employed Delphi method based on experts' opinions to identify essential competencies. In this study 15 
essential competencies for supervisors have been identified which contribute to a better performance of 
companies' missions and achievements in strategic goals. 
© 2012 Published by Elsevier Ltd. Selection and/or peer-review under responsibility of the Asia 
Pacific Business Innovation and Technology Management Society (APBITM).” 
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1. Introduction 
 
In today's business world, many changes are seen such as: rapid technological change, accelerated 
globalization rate, and tougher competition; organizational changes such as new structures and 
hierarchies, new organizational alliances, new ways of assigning work, and a very high rate of changes 
in the workforce, including capabilities, employees' priorities, and demographic characteristics [1]. In 
addition computer technology and networks allowed business to be more productive and worthwhile 
[2].  
Today’s industrial and manufacturing companies are facing an entirely different set of 
circumstances than those which existed a few years ago. Industrial companies must escape the tradition 
of fitting employees into a single corporate model [3]. Management and supervision in manufacturing 
companies is too complicated and human resources have been recognized as the prominent assets of 
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organizations. Within these pressured organizations and companies, there is a need for (and opportunity 
for) the supervision function to play a critical role in helping organizations navigation through these 
transitions. To perform the mission of companies, the supervisor plays a key role in implementing 
today’s complex automated manufacturing technologies [4]. The oil and natural gas and petroleum 
industry is massive and important because it has   to effectively compete for global energy markets and 
resources [5]. The upholding and sustaining of surplus capacity in hydrocarbon fuels especially by 
crude oil intensive production in World War II had developed the dominant worldwide economic [6]. 
Today's oil and gas industrial companies around the world compete with each other based on 
controlling their costs reasonably well, producing good quality products, keeping their employees and 
customers safe and generally building to a forecasted schedule and all while still surviving and even 
prospering [7]. As one of the largest Oil and Gas producing countries, oil, gas and petroleum industries 
are prominent in Iran [8]. For these companies, obtaining the excellent position in the oil and gas global 
market is very important. Along with increasing competition, technological change, globalization and 
considering the preservation of biological and environmental protection, increasing production, 
improving quality, increasing productivity and reducing coasts have been defined   as the most 
important goals and missions in Iranian oil and gas Products Company [9]. In oil, gas and petroleum 
companies of Iran as the principal link between higher level managers and employees, supervisors have 
the prominent role to perform the mission of oil and gas product companies and achieve organizational 
goals. Considering the important role of supervisors in these companies, developing a model of 
supervisory competencies can be useful in hiring, assessing and training the supervisors in order to 
achieve organizational goals. 
 
 
1.1. Characteristics and roles of supervisors 
 
According to Rue and Byers [10], five characteristics are important keys to supervisory success. 
Firstly they mentioned the ability and willingness to delegate. Most of the supervisors are promoted 
from the operational unit and normally get used to handling the particular works themselves [10]. Thus, 
it is necessary for them to develop and learn the skill and ability to delegate the tasks and works to the 
others. Secondly they explained about Proper use of authority. Some supervisors allow the newly 
acquired authority to handle them. By implementing the authority alone, the supervisor will find it 
difficult to get support and obtain cooperation from the employees. Learning when not to use authority 
is often as important as learning when to use it. They also emphasized on setting a good example as 
another characteristic of supervisors. The employees need to be led and enjoy a fair and equitable 
ethics from their supervisors [10]. Sometimes, if there are many supervisors, the special treatment and 
favourite care will occur. Government legislations try to reduce this practice in some areas but they still 
fail. Recognizing the change in role is another thing that they could not ignore. The people that have 
been promoted to the post of supervisor should realize their new role in supervision mostly as 
operational level. They must realize the decisions sometimes are not easy to be accepted. The 
supervisors are the connectors and representatives between the employees and the top management 
[36]. Finally they found out that desire for the job is another characteristic of a supervisor. Many 
people who are good in technical skills but lack the desire to be a supervisor have been promoted to the 
job. Regardless of one's technical skills, the desire to be a supervisor is a necessity for success in 
supervision-human relations, administrative, and decision- making skills [10]. 
Certo [11] added that, successful supervisors have positive attitudes toward work and organizations. 
They are loyal and take actions that are best for the organization. Successful supervisors behave fairly 
and establish good communication with their managers, staff and other supervisors. They like 
supervisory jobs and want to be effective supervisors [11]. The role of supervisory managers is another 
important factor that has changed intensely during the past 25 years. In the traditional role, supervisors 
had strong technical expertise, had much authority over employees, and were key problem solvers. 
Pressure was often used by them as the tool to motivate employees. The emerging role of supervisors 
has resulted from organizational trends toward greater organizational emphasis on quality, 
empowerment of employees, commitment to employees' growth, development and downsizing of 
management ranks. These trends have given employees authority to plan their own work, to determine 
the resources they need and resolve job problems themselves. While they still responsible for achieving 
results, supervisors have shifted toward leading, facilitating, and supporting employees, in contrast to 
the dominant, authority-laden traditional roles [12]. 
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The supervisory position is a challenging responsibility. The supervisor should also become a 
capable subordinate to the top management as a good follower. In addition, supervisors are advised to 
look after the good relationship among the supervisors in other departments. Thus, it is important to 
maintain the relationship among the supervisors in order to ensure the overall goals of organization can 
be achieved. Merely, there are two requirements to be a supervisor. First, a supervisor needs to have a 
good command of knowledge in particular tasks. Second, a supervisor needs to have the capability to 
handle, manage and administer the particular department. It is managerial competence that usually 
determines the effectiveness of their performance [2], [13]. 
 
1.2. Competency Models  
 
Nowadays, there are a number of discussions and arguments about competency. Many companies 
and organizations put efforts in implementing competency based systems. In order to ensure the 
successful future, the process of understanding of real situation, learning from challenges and failures 
need to be conducted [14]. Great and successful competency allows an organization to, become 
constant in purpose of hiring people, train and develop their skills, measure their performance, and 
develop leadership potential. It identifies competency gaps in mission-critical occupations [14].  
Performance management is another process that can be improved by competency model through 
setting the constant metrics to measure and appreciate the employee based on the quality and the way 
they do. Competency model also gives impact to the employee’s self- development by recognizing the 
potential skills that need to be polished, and can increase the overall “skill health” of the organization 
by eliminating skill gaps [35]. This development also connects with the career management, that help 
employees learn and increase the competencies needed to let the move up or around the organization 
[14]. Even though supervision is a different professional skill and ability, standards and training have 
been significantly ignored in that most clinicians have not had formal training in it [15]. In 
competency-based approaches, the employee is evaluated based on a particular standard but not in 
comparison with others [16]. 
 
2. Methodology 
 
The purposes of this study are to identify the essential competencies for the supervisors in oil, gas 
and petroleum production companies of Iran. Various methods have been shown to be relevant in 
constructing a competency model [17]. These methods include common data collection methods such 
as direct observation, review of job descriptions, job analysis interview questionnaire, focus groups and 
Delphi methods [18]. In this research the Delphi method was used to identify and prioritize the 
competencies which are required for supervisors in different departments of   oil, gas and petroleum 
production companies. 
 
2.1. Delphi method 
 
Delphi is a technique employed in order to perform a systematic judgment and make a decision about 
a particular topic. A group of expert people called Delphi panels participate in it.  They should have 
enough knowledge and experience about the subject. Also they must be willing and have enough time 
to participate in the research [19]. Panelists of present research included twenty people who are 
supervisors of 7 big industrial and production companies in Iran and also have more than 8 years job 
experience in supervising.  
Two rounds of Delphi surveys were performed to identify supervisors' competencies and achieve the 
consensus. At the first round, supervisors were asked to determine important competencies needed for 
supervisors and write them in a form. After gathering the forms in order to analyze the responses and 
rewording common responses to avoid duplication, a list of competencies based on responses of round 
one was made to be used as an instrument in the second round of Delphi. In the questionnaire of second 
round panelists were asked to rate the importance of each competency, using a 5-point scale: from 1 
rated as least important to five meaning very important. The data gathered from round two were 
analyzed through statistical methods. Based on the results of second round performing the third round 
of Delphi was not needed for this research because researchers obtained a consensus and no dissenting 
statement was issued. 
 
2.2. Defining consensus 
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One of the most critical stages in Delphi study is defining consensus [20]. Likertt scale is the most 
commonly used technique to analyze data in Delphi survey [21]. Some researchers have used standard 
division (SD) to assess the consensus [22]. Stronger consensus is showed with smaller SD and scores 
will cluster more closely around the mean [23]. A commonly used method to determine consensus is 
Kendall's coefficient of concordance (W) which is calculated after second and other rounds of Delphi 
to evaluate the level of consensus among the Delphi panelists A significant W (close to 1) and a low P-
value (less than 0.05) implies the panelists are in consensus and used the same standards in determining 
the importance of factors [24].  
 
2. Findings  
 
Based on the results of experts' opinion 15 essential competencies were identified in the first round 
of Delphi study. The results of the first round were used to conduct second round.   In order to measure 
the level of consensus among the experts for the factors proposed, the Kendall's Coefficient of 
Concordance (W) was measured based on the completion for second round of the Delphi survey. 
Kendall's Coefficients Concordance and P-value for scored ranking was 0.812 and 0.000 respectively 
(refer Table 1) in the second round. As a result, the study was found to be statistically significant (p-
value < 0.05) and consistent at the second round. 
 
 
 
 
 
 
Table1. Round 2 Delphi study Results 
 
Competencies 
Experts 
Mean Group RankA B C D E F G H I J K L M N O P Q R S T
Judgment and 
decision making 5 5 4 5 5 5 5 5 5 5 5 5 5 5 5 5 5 5 4 5 4.9 15 
Team working 5 5 5 5 5 5 5 5 5 5 5 4 5 4 4 5 4 4 5 5 4.75 14 
Communication 5 5 5 5 5 5 4 5 4 4 5 4 5 4 5 4 5 4 5 4 4.6 13 
Empowering and 
delegating 4 5 4 4 5 4 4 4 5 5 4 5 4 4 5 4 5 5 4 4 4.4 12 
Leadership 4 4 4 4 5 5 5 5 4 4 4 4 4 4 4 4 4 4 4 4 4.2 11 
Technical skills 4 4 4 4 5 4 4 5 4 4 4 4 4 4 4 4 4 4 4 4 4.1 10 
Building trust 4 4 4 4 4 4 4 4 4 4 4 4 4 4 4 3 4 4 4 4 3.95 9 
Self awareness 4 4 4 4 4 4 3 4 4 4 3 4 4 3 4 4 4 3 4 3 3.75 8 
Conflict 
management 3 3 3 4 4 4 3 4 4 3 4 4 3 4 4 3 3 3 3 4 3.5 7 
Time management 4 4 4 4 3 3 3 3 3 3 3 3 3 4 3 3 3 3 3 3 3.25 6 
Stress 
management 3 3 3 3 3 3 3 3 3 3 3 3 3 3 3 3 4 4 3 4 3.15 5 
Change 
management 3 3 3 3 3 3 3 3 3 3 3 3 3 3 3 3 4 3 3 4 3.1 4 
Innovation 2 3 3 3 3 3 3 3 3 3 3 3 3 3 3 3 3 3 3 3 2.95 3 
Planning and 
organizing work 3 3 2 3 3 2 3 3 3 2 3 3 3 3 3 3 3 2 3 3 2.8 2 
Risk 
management 2 2 3 2 3 3 2 2 2 2 3 3 2 3 3 2 2 3 3 2 2.45 1 
Kendall’s W = 0.812, p-value = 0.000
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4. Conclusion 
 
Fifteen essential competencies were detected based on the results of Delphi study. These 
competencies are needed for the successful supervisors of oil and gas manufacturing companies in Iran 
in order to perform organizational mission and achieve success in the business future world. Table 2 
shows the list of competencies which are found in this research. These competencies will be used in oil 
and Gas Company to assess the performance of supervisor and hiring new people as the supervisors.  
 
 
 
 
 
 
 
 
 
Table 2. List of competencies 
No. Competencies            Ranking
1 Judgment and decision 
making 
choice from among available alternatives; comparing data from different sources to 
draw conclusion; making the best decision on time to solve problems [11], [25]. 
15 
2 Team working Actively participating as a member of a team to move the team toward the completion 
of goals [10]. 
14 
3 Communication Clearing conveying and receiving information and ideas through a variety of media to 
individuals or groups in a manner that engages the audience. The ability to make 
effective relationship with other people [26]. 
13 
4 Empowering and 
delegating 
Assigning task, responsibility and authority to others. [11], [25] . 12 
5 Leadership The ability to influence people so that they strive willingly and enthusiastically to help 
accomplish individual and institutional goals. 
11 
6 Technical skills Having achieved a satisfactory level of technical and professional skill or knowledge in 
position-related areas; keeping up with current developments and trends in areas of 
expertise [10]. 
10 
7 Building trust Interacting with others in a way that gives them confidence in one's intention and those 
of the organization [12]. 
9 
8 Self awareness Conscious knowledge of ones own character, feelings, motives and desires [27]. 8 
9 Conflict management The ability to know when to stimulate conflict when a resolve it if they are to avoid its 
potentially disruptive effects [28]. 
7 
10 Time management Ability to maintain the appropriate allocation of time to the overall conduct of your job 
responsibilities in such a way that your performance is efficient and productive [25]. 
6 
11 Stress management Various efforts to control and reduce the tension that occurs in stressful situations [29]. 
 
5 
12 Change management Able to facilitate change processes and adapt learning about change to new change 
initiatives; utilize change tools and processes with a focus on speed [30]. 
4 
13 Innovation Generating innovative solutions in work situations; trying different and novel ways to 
deal with work problems and opportunities [11]. 
3 
14 Planning and organizing 
work  
Establishing courses of action for self and others to ensure that the work is completed 
efficiently. 
2 
15 Risk management The ability to understand the overall process of identifying, controlling, and minimizing 
the impact of uncertain events in the classroom, in the dorms, and/or on campus as a 
whole [31], [32]. 
1 
 
 
Considering the importance of oil and gas industry in modern technology of today's world, the role of 
supervisors with identified competencies is very vital in achieving strategic goals of oil and gas 
industrial organizations. Based on the results of this research Judgment and decision making is the 
most important competencies of supervisors in oil and gas companies. Today's supervisors must be able 
to make the best decisions just on time in critical situations [11]. In addition it is important for 
supervisors to understand the basic concepts of group or team development because work groups or 
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teams produce the synergistic effects needed for management to reach its goals. Another competency 
which was found in this study is the ability to make effective Communication. In oil and gas companies 
communication is at the heart of the supervisor's job to work with their manager, their employees, and 
supervisors in other departments. Supervisors send and receive ideas, instruction, progress reports, and 
many other kinds of information [11].  
With regard to complexity of oil and gas industry, a competent supervisor in these companies must 
be able to delegate responsibility and authority to others and to hold those so delegated accountable for 
results .Effective delegation can relieve or prevent supervisor's own burnout, foster competency in 
subordinates, decrease workload, elevate employee morale, and increase overall performance. It helps 
make employees feel like part of the team [33]. The complex requirements in employee-technology 
relationships in oil and gas industrial factories have made an impact on the role of supervision. It has 
changed from that of directing and controlling employees to that of effectively leading the 
improvement of employee performance. A supervisor as a leader is someone who sees and can get the 
best out of others-helping them develop a sense of personal and professional accomplishment [34].   
Building trust is the seventh competencies which were ranked by the experts in this study. It is 
important for the oil and gas companies if an employee trusts his or her supervisor, he/she is more 
willing to communicate frankly about job problems. If employees trust their supervisor, they are less 
likely to distort his or her motives and make negative assumptions about supervisor's Communications 
[12]. Also a supervisor should try to know their weaknesses and strength. The ability to manage 
conflict, time, stress, change and risk are the essential competencies for the supervisors which can help 
companies to achieve their strategic goals effectively. Along with improving the technology, oil and 
gas industrial companies' creative supervisors must have courage to try different and novel ways to deal 
with work problems and opportunities. They can plan and organise the tasks and works as the effective 
managers to conduct organizational mission best. 
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